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ORGANIZATIONAL DEVELOPMENT AND BOLMAN & DEAL'S FOUR FRAMES
Scholars and practitioners have deliberated an appropriate definition of Organizational Development (OD) since the term was first used in the late 60's. Since then, OD has been characterized as an effort (Beckhard, 1969) , a response (Bennis, 1969) , a strengthening (Lippit, 1969) , an examination (Burke & Hornstein, 1972) , and more recently, an application (Cummings & Worley, 2001 ). Most famously, Swanson (1995) defined Organization Development as "the process of systematically implementing organizational change for the purpose of improving performance" (p. 207).
There is no lack of theory attempting to define OD, which is what influenced our team to consider OD through the structure of Bolman and Deal's Four Frames. Considering the significant variables involved in the study of OD -a broad, yet fragmented definition, theoretical ambiguity, little unity among scholars and practitioners and discontinuity in its position in the broader context of HRD, it seemed prudent to adopt the Four Frames as a means to examine OD and determine its importance in the overall health of organizations and individuals.
In the fourth edition of their text, Reframing Organizations: Artistry, Choice and Leadership, Bolman and Deal (2008) provide a straightforward framework in which to make sense of organizations and their leadership. Their four frames provide a means in which to interpret the actions and behavior of organizations, their leadership, and those within their culture. In their expansive study, Bolman and Deal suggest that corporations and organizations possess a particular framework or frameworks through which members of the organization make decisions, attempt to move forward, or make meaning of corporate action. This framework is both broad and generalizable and therefore, more easily renders itself to a specific field in which to study. Further, Bolman and Deal provide concrete samples that clearly illustrate the frame at play. Our group found that the examples and durability provided in their materials gave us a firm foundation in which to evaluate our topic, Organizational Development. The article explains the four frames which are most commonly used by teachers and administrators: the political frame, where conflict and compromise are a constant source of renewal; the human-resource frame, where sharing individual needs and motives nurtures a sense of ownership; the structural frame, where clear organizational standards and goals lead to greater productivity; and the symbolic frame, where culture, rituals, and beliefs cultivate shared values and meanings. These frames are powerful tools. The company Citi reveals the reasoning behind its new organizational structure, which is designed to be more focused on clients and global excellence, and efficiency. These are all characteristics of the structural frame. The article explains the company's new regional structure that was implemented that gives executive authority to each regional leader. The new leadership was chosen based on their ability to lead that particular region. The principals participating in this study had the third highest mean score on symbolic orientation. Principals' symbolic leadership had the strongest association with principals' total strengths of leadership. Female principals and minority principals tended to have a stronger symbolic orientation. Principals in large schools, large towns, urban schools, and in communities with more black students also tended to be more symbolic oriented. As a whole, this study found that the personal, community and institutional characteristics did have statistically significant relationships with principals' perceived dimensions of leadership except that the principals' perceived structural leadership statistically was not significantly related to any of the personal characteristics.
The political frame. Retrieved from https://www.msu.edu/user/hawkin66/synthesis_paper.htm
An outline of the different characteristics and major themes in a political framework. Used for instruction in a course on Learning Leadership and Organizational Analysis.
Shuttle, R. The importance of organizational structure. Chron.com. Retrieved from: http://smallbusiness.chron.com/importance-organizational-structure-2783.html
Explains importance of organizational structure and how it determines the decision making process, communication style, goal achievement, and performance evaluation of a company. This relates to the structural frame's performance control and hierarchical traits.
Shuttle, R. Roles of organizational structure. Chron.com. Retrieved from: http://smallbusiness.chron.com/roles-organizational-structure-3795.html
Explains the various organizational roles and how they affect efficiency, and how the structural frame is used for specific roles. The paper also explains how structural frame is used in decision making, communication, and span of control, and how each relate to the frame's characteristic of roles and units. This paper presents a new conceptual framework for viewing corporate repositioning strategies and presents evidence of repositioning at both the functional and symbolic level. It develops a conceptual framework for organizations in which to consider the effects of corporate repositioning strategies on consumer's perceptions of a brand. Findings reveal a substantial repositioning of the brand's functional appeal, moving away from price and towards product-build quality, while continuing to focus on its symbolic appeal as a fun and sporty vehicle has largely remained intact. The paper provides practical recommendations, including the need for organizations to recognize the importance of repositioning at both the symbolic and functional level. 
ORGANIZATIONAL STRUCTURE ACTIVITY (FACILITATOR NOTES)
Taken from Ford PAS Module 6: Planning for Efficiency Activity 4
Activity Introduction
For a business to be efficient, it must have some structure or routine in place for completing work.
Organizational structure refers to the way that jobs and departments are combined and arranged at a company. You are going to see firsthand how organizational structure can affect how people learn skills, communicate with one another, solve problems, and work efficiently.
Activity Challenge
Facilitator notes: Explain the directions below to the class. Inform them that they will have five minutes to complete the task, which at the end you will yell "Time!" and all utensils must be down.
Build the highest freestanding structure that you can with a piece of construction paper, some tape, and scissors. Your assigned organizational structure will dictate how you divide tasks, communicate with one another, and make decisions. As you work on your project, keep in mind how this given organizational structure is affecting your work. Consider the following questions:
1. How is your assigned organizational structure affecting the flow of information in your team? 2. How is it affecting your team's problem-solving capacity? 3. How is it affecting your morale and your learning? 4. How is this organizational structure affecting your productivity and your ability to succeed in accomplishing your task?
Activity Materials
 6-10 pairs of scissors  Copies of the activity sheet  6 sheets of construction paper  Clock or timer  6 rolls of tape The class observes and decides on the tallest freestanding tower. Then each group shares their experience as Group One, Two, or Three. Through discussion, they understand that an organization's structure affects its efficiency and aids in the development of an organization's culture.
Activity Sheets-Organizational Structures
ORGANIZATIONAL STRUCTURE ACTIVITY (GROUP 1) Activity Introduction
Activity Challenge
Build the highest freestanding structure that you can with a piece of construction paper, some tape, and scissors. Your assigned organizational structure will dictate how you divide tasks, communicate with one another, and make decisions. As you work on your project, keep in mind how this given organizational structure is affecting your work.
Consider the following questions: 1. How is your assigned organizational structure affecting the flow of information in your team? 2.
How is it affecting your team's problem-solving capacity? 3.
How is it affecting your morale and your learning? 4.
How is this organizational structure affecting your productivity and your ability to succeed in accomplishing your task?
Organizational Structure
Group One (Hierarchical Bureaucracy): This team will be divided into three distinct layers:  Directors: You will figure out the best way to conduct the project, have final say in all decisions, and communicate instructions to managers.  Managers: You will supervise the builders' work, respond to the builders' questions and problems, and act as liaison between builders and directors.  Builders: You are the only people who perform the physical tasks of building (cutting, folding, taping, etc.). You should not begin your work until your manager instructs you to begin. If you have problems or questions while you are building, you should ask a manager.
Activity and references
For each situation listed below, choose a framework(s) that would work best.
1. You and a friend have owned and operated a small business for the last two years. You have just taken on two large and important accounts. To meet the needs of these accounts, plus the ones you already have, you hire six new employees. Capital is tight and an important deadline is approaching.
2. You lead the production department in a manufacturing plant. It is a large company with divisions spread around the country. They have been in business for the past 15 years. Lately, the company has been starting to lag behind the competition. But, you are about to start producing an exciting new product which could put your company back in the lead. The product line requires new technology to produce and it is an extremely complicated procedure.
3. You have just been promoted to a supervisor after working as a clerk for the last three years. Many of your coworkers are happy for you, but you have heard that a couple of them are not pleased because they also applied for the job and they thought they were better suited for the position.
4. Like many retailers, your busiest time is during the Christmas holiday season. You manage the sales department and have brought on almost as many temporary workers as compared to your regular staff. They all need a lot of training to meet your company standards.
5. You lead a small group within the accounting department of a large corporation. The Chief Financial Officer and several of his key advisors have just been fired after an outside audit turned up several misappropriations.
6. You are a supervisor and your boss is a complete authoritarian (autocratic) manager. Some of your peers have a nick-name for this person, "The Little Dictator." You believe that the employees who work for you deserve better, so you have always been a buffer between the manager and them.
7. You lead a department of highly educated and skilled computer programmers. There is a shortage of these workers and they always seem to be moving on to other companies for either better pay, better benefits, a project that interest them, or to learn a new programming skill.
8. You lead a department of unskilled workers who work on an assembly line. They make just above minimum wage and are not highly motivated, yet your manager expects you to maintain a high production quota. 
A p p r o a c h t o L e a d e r s h i p
Objective: To show that there is more than one behavioral mode for leaders.
Time: 45 minutes
Instructions: Divide the class into small groups. Have them discuss the situations listed below and decide what behavioral framework would be the best to operate out of and why.
Note: There is no correct answer. The activity is to show that there are always at least four approaches to take for each situation. A leader has to decide which approach or combination of approaches would work best for the present situation.
After the groups have discussed their choices, bring the groups back together and compare and discuss their answers.
Note: For information on this framework, see the Four Framework Approach. analysis and design -focus on structure, strategy, environment, implementation, experimentation, and adaptation.
• Human Resource Framework -Catalyst and servant whose leadership style is support, advocate, and empowerment -visible and accessible; they empower, increase participation, support, share information, and move decision making down into the organization.
• Political Framework -Advocate, whose leadership style is coalition and building -clarify what they want and what they can get; they assess the distribution of power and interests; they build linkages to other stakeholders; use persuasion first, then use negotiation and coercion only if necessary.
• Symbolic Framework -Prophet, whose leadership style is inspiration, view organizations as a stage or theater to play certain roles and give impressions; these leaders use symbols to capture attention; they try to frame experience by providing plausible interpretations of experiences; they discover and communicate a vision.
• For each situation listed below, choose a framework(s) that would work best.
8. You lead a department of unskilled workers who work on an assembly line. They make just above minimum wage and are not highly motivated, yet your manager expects you to maintain a high production quota. As a group, then, the decision to research Organizational Development (OD) as our topic was an easy one. Based on our shared interest, what was less simple, however, was the framework in which to apply our interest in OD. Drawing from previous research, a member suggested focusing our energies on the work of Lee Bolman and Terrence Deal, whose work in examining business, non-profit, and governmental organizations has yielded a classic work that spans research fields such as business, leadership, and sociology, and of course, human resource development.
Group members discussed potential topics in which to research OD, but ultimately settled on Bolman and Deal's four frames as it provided a familiar structure in which to discuss the wide topic of OD. As a group, we decided that the breadth of research examples Bolman and Deal investigated in their notion of reframing provided a broad range of potential information, research, and activities.
Having five members, however, did complicate the division of labor. After meeting as a group, we decided that each member would be responsible to research and understand one of the four frames. Below is a brief breakdown of each member's "frame" responsibility.
Human Resource Frame -Misha Chakraboty Symbolic Frame -Crystal Han
Political Frame -Anne Mrudula
Structural Frame -Porscha Jackson
As the only member of the group familiar with Bolman and Deal's four frames, I
volunteered to lead the group through their growing understanding of the framework. Below is an outline of the task pertaining the four frames for which I took responsibility:
 Developed a table to guide each member through a cursory understanding of the four frames. Included the "Metaphor" foci prominent in the book, as well as distinctives, exemplars, and theoretical connections of each frame to HRD or OD theorists or theories.
 Researched connections between Bolman and Deal's work and Organizational Development, looking for parallels or intersections that would enlighten our understanding of OD.
With specific tasks delegated, each team member researched potential activities to be used to reinforce the four frames in a semi-formal training format during the presentation. Team members were paired for the training portion, and the fifth member was assigned to an overview.
Team members then sent all materials to me, which were compiled into one document.
